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  WRIGLEY*	  
Queensland	  University	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Organisations	  have	  recently	  looked	  to	  design	  to	  become	  more	  customer	  oriented	  and	  co-­‐create	  a	  new	  kind	  
of	  value	  and	  service	  offering.	  This	  requires	  changes	  in	  the	  organisation	  mindset,	  involving	  the	  entire	  
company,	  innovation	  processes	  and	  often	  its	  business	  model.	  One	  tool	  that	  has	  been	  successful	  in	  facilitating	  
this	  has	  been	  Osterwalder	  and	  Pigneur	  (2010)	  	  ‘Business	  Model	  Canvas’	  and	  more	  importantly	  the	  design	  
process	  that	  supports	  the	  use	  of	  this	  tool.	  The	  aim	  of	  this	  paper	  is	  to	  explore	  the	  role	  design	  tools	  play	  in	  the	  
translation	  and	  facilitation	  process	  of	  innovation	  in	  firms.	  Six	  ‘Design	  Innovation	  Catalysts’	  (Wrigley,	  2013)	  
were	  interviewed	  in	  regards	  to	  their	  approach	  and	  use	  of	  design	  tools	  in	  order	  to	  better	  facilitate	  innovation.	  
Results	  highlight	  the	  value	  of	  tools	  expands	  beyond	  their	  intended	  use	  to	  include;	  facilitation	  of	  
communicating,	  permission	  to	  think	  creatively,	  and	  learning	  and	  teaching	  through	  visualisation.	  Findings	  
from	  this	  research	  build	  upon	  the	  role	  of	  the	  Design	  Innovation	  Catalyst	  and	  provide	  additional	  implications	  
for	  organisations.	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Introduction	  	  
Guenther	  (2012)	  believes	  that	  in	  order	  for	  a	  company	  to	  be	  able	  to	  react	  and	  adapt	  quickly	  to	  new	  
conditions	  depend	  largely	  on	  the	  agility	  of	  people	  involved.	  As	  each	  individual	  plays	  a	  role	  in	  the	  overall	  
business	  change	  this	  process	  is	  often	  hampered	  by	  the	  technical	  and	  cultural	  difficulties	  involved	  in	  
transforming	  how	  work	  is	  traditionally	  done	  (Guenther,	  2012).	  Generally	  this	  requires	  individuals	  and	  
teams	  to	  adapt	  their	  work	  methods	  to	  collaborate	  and	  make	  decisions	  across	  organisational	  boundaries	  
in	  a	  timely	  manner	  (Guenther,	  2012).	  Morris	  (2009)	  believes	  that	  change	  management	  in	  regards	  to	  
business	  innovation	  is	  not	  well	  understood	  and	  is	  poorly	  practiced	  even	  though	  the	  pace	  of	  change	  
continues	  to	  accelerate.	  Firms	  are	  aware	  of	  different	  innovation	  strategies,	  tools	  and	  processes,	  
however,	  their	  capabilities	  to	  adopt	  and	  embed	  these	  approaches	  require	  changes	  at	  all	  levels	  of	  the	  
business	  (Bucolo	  &	  Wrigley,	  2012).	  This	  demands	  not	  only	  strong	  management	  leadership	  but	  also	  a	  
change	  in	  company	  culture	  and	  way	  of	  thinking.	  	  
	   The	  introduction	  of	  new	  approaches	  and	  methods	  within	  a	  business	  may	  be	  made	  more	  difficult,	  due	  
to	  organisational	  unwillingness	  to	  change,	  often	  created	  by	  pervious	  processes.	  Brown	  (2009)	  believes	  
that	  long-­‐term	  thinking	  and	  measurement	  of	  impacts,	  both	  quantitative	  and	  qualitative,	  will	  help	  to	  
ensure	  efforts	  are	  sustained,	  believing	  a	  systematic	  approach	  is	  required.	  Yet,	  Morris	  (2009,	  p.	  195)	  
believes	  “managers	  tend	  not	  to	  account	  adequately	  for	  systematic	  change,	  and	  they	  are	  surprised	  and	  
unprepared	  when	  they	  should	  not	  be”.	  To	  overcome	  this	  Mitchell	  and	  Coles	  (2003)	  believe	  for	  a	  
company	  to	  become	  business	  innovators,	  they	  need	  to	  create	  their	  own	  processes	  for	  innovations	  and	  
improvements,	  as	  these	  changes	  will	  need	  to	  happen	  faster,	  more	  often,	  more	  extensively,	  and	  involve	  
more	  stakeholders.	  For	  McKeown	  and	  Philip	  (2003)	  business	  transformation	  is	  the	  invention	  of	  
strategies	  and	  management	  processes	  driven	  by	  new	  ideas	  or	  concept	  of	  opportunity	  and	  must	  involved	  
the	  whole	  organisation.	  A	  company	  wide	  transformation	  therefore	  needs	  to	  address	  the	  business’s	  
values	  and	  beliefs	  while	  demanding	  changes	  in	  skill	  sets	  at	  all	  levels	  of	  management.	  Consequently,	  
isolated	  business	  avenues	  can	  be	  overcome	  by	  taking	  a	  holistic	  approach	  to	  the	  design	  of	  the	  business	  
model.	  
	   Many	  authorities	  have	  expressed	  that	  design	  and	  business	  need	  to	  work	  in	  partnership	  to	  influence	  
business	  strategy	  (Brown,	  2008;	  Bruce,	  2011;	  Liedtka,	  2010;	  Martin,	  2008).	  Since	  2008	  design	  
approaches	  have	  gained	  increased	  interest	  from	  businesses	  due	  to	  companies	  having	  growth	  targets	  
that	  cannot	  be	  achieved	  through	  conducting	  ‘business	  as	  usual’.	  The	  value	  of	  design	  as	  an	  innovation	  
driver	  has	  been	  seen	  in	  the	  uptake	  of	  Government	  programs	  such	  as	  Ulysses	  (Australia),	  Better	  by	  
Design	  (New	  Zealand)	  and	  Design	  Demand	  (United	  Kingdom).	  The	  European	  Union	  also	  launched	  a	  
design	  innovation	  policy	  in	  2010.	  The	  aim	  of	  these	  policies	  and	  programs	  are	  to	  provide	  firms	  with	  
design	  methods,	  theories	  and	  thinking	  to	  create	  innovative	  solutions	  in	  order	  to	  gain	  a	  competitive	  
advantage	  in	  the	  world	  market	  (Design	  Council,	  2011).	  The	  Design	  Council	  (2011)	  explains	  the	  idea	  of	  
adopting	  design	  principles	  into	  business	  culture	  and	  management	  is	  linked	  to	  success	  stories	  such	  as	  
Apple	  and	  Dyson.	  A	  design	  approach	  in	  a	  business	  context	  encourages	  connecting	  and	  communicating	  
across	  different	  departments	  that	  may	  have	  previously	  been	  isolated	  during	  business	  developments.	  	  
Guenther	  (2012)	  believes	  that	  new	  tools	  should	  be	  introduced	  to	  staff,	  customers	  and	  other	  
stakeholders	  interacting	  with	  the	  company.	  This	  involves	  allowing	  for	  deviation	  from	  the	  way	  an	  activity	  
was	  originally	  planned,	  and	  to	  customise	  and	  tailor	  tools	  to	  reflect	  new	  requirements.	  	  
This	  paper	  explores	  the	  role	  of	  design	  tools	  through	  the	  lens	  of	  specially	  trained	  design	  innovation	  
experts	  coined	  ‘Design	  Innovation	  Catalysts’	  (Wrigley	  &	  Bucolo,	  2012;	  Wrigley,	  2013)	  in	  the	  facilitation	  
of	  company	  wide	  innovation	  agendas.	  Through	  six	  semi-­‐structured	  interviews	  conducted	  with	  such	  
catalysts	  it	  was	  found	  that	  the	  purpose	  of	  existing	  design	  tools	  had	  been	  modified	  beyond	  their	  original	  
conception	  for	  a	  range	  of	  purposes.	  	  
The	  underlying	  value	  reported	  seen	  from	  the	  tools	  was	  not	  through	  their	  intended	  purpose	  but	  in	  
the	  facilitation	  of	  company	  wide	  conversations,	  allowing	  a	  range	  of	  employees	  to	  have	  input.	  It	  was	  also	  
found	  that	  the	  design	  skill	  of	  visualisation	  became	  a	  key	  strength	  in	  allowing	  this	  facilitation	  to	  occur.	  
Overall	  results	  found	  that	  the	  visual	  development	  and	  creation	  of	  novel,	  original	  tools	  enabled	  quick	  
discussion	  between	  parties,	  greater	  creative	  outputs	  and	  disseminated	  new	  thinking	  to	  a	  wider	  
company	  reach.	  Recommendations	  for	  future	  catalysts	  surrounding	  tool	  creation	  and	  utilisation	  in	  
addition	  to	  organisational	  innovation	  traction	  are	  also	  presented.	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Visualisation	  +	  Design	  	  
De	  Lille,	  Abbingab	  and	  Kleinsmann	  (2012)	  explain	  that	  the	  mindset	  of	  designers	  are	  the	  real	  value	  of	  
a	  designerly	  approach	  to	  innovation	  as	  they	  frame	  problems	  as	  opportunities	  for	  the	  invention	  of	  new	  
alternatives.	  They	  think	  more	  in	  terms	  of	  creating	  new	  possibilities	  than	  in	  terms	  of	  selecting	  between	  
existing	  options	  (Boland	  &	  Collopy,	  2004).	  Key	  design	  mindsets	  include	  the	  capability	  to	  deal	  with	  
uncertainty,	  take	  risks	  and	  work	  in	  the	  “fuzzy	  area	  of	  the	  design	  process”	  (De	  Lille,	  Abbingab	  &	  
Kleinsmann,	  2012).	  
Design	  thinking	  as	  discussed	  by	  Brown	  (2008,	  p.	  2)	  is	  “a	  discipline	  that	  uses	  the	  designer’s	  sensibility	  
and	  methods”	  for	  innovation.	  Brown	  (2008)	  outlines	  the	  personality	  profile	  of	  a	  design	  thinker	  to	  
include	  empathy,	  integrative	  thinking,	  optimism,	  experimentalism	  and	  collaboration.	  Evans	  (2011)	  
highlights	  that	  in	  design	  practice,	  designers	  rely	  upon	  intuition	  and	  gut	  instinct	  when	  conducting	  
projects.	  	  
Coughlan	  and	  Prokopoff	  (2006)	  believe	  design	  thinking	  enables	  an	  organisation	  to	  embrace	  change	  
as	  a	  normal	  part	  of	  managing	  its	  business.	  Prototyping	  and	  visualisation	  are	  cornerstones	  of	  the	  design	  
process	  (Evans,	  2011).	  Evans	  (2011)	  outlines	  that	  designers	  use	  these	  skills	  to	  conceptualise	  and	  
communicate	  the	  future	  in	  a	  variety	  of	  ways	  and	  at	  a	  range	  of	  levels	  -­‐	  to	  develop,	  refine	  and	  
communicate	  different	  versions	  of	  the	  future.	  These	  visions	  of	  the	  future	  provide	  organisation	  with	  
mechanisms	  to	  develop	  an	  understanding	  of	  the	  potential	  viability	  of	  new	  products	  and	  services.	  
Prototypes	  come	  in	  many	  forms	  (visual,	  physical,	  digital	  in	  appearance	  or	  conceptual	  as	  proof	  of	  
concept)	  within	  future	  oriented	  design	  activities	  and	  are	  used	  to	  understand,	  explore,	  develop,	  refine,	  
communicate	  and	  validate	  potential	  visions	  of	  the	  future.	  
Visualisation	  approaches	  within	  future	  oriented	  projects	  provide	  the	  opportunity	  to	  present	  visions	  
of	  the	  future	  in	  a	  way	  that	  breaks	  existing	  norms	  and	  expectations.	  The	  value	  in	  design	  thinking	  is	  its	  
ability	  to	  translate,	  visualise	  and	  communicate	  what	  to	  others	  are	  abstract	  concepts	  (fuzzy	  insights)	  and	  
to	  inspire	  the	  change	  process.	  Designers	  are	  trained	  to	  make	  these	  abstract	  ideas	  usable,	  tangible	  and	  
concrete	  through	  the	  design	  process.	  This	  is	  done	  through	  translating	  data	  and	  insights	  identified	  
through	  collaboration	  into	  a	  form	  that	  can	  be	  clearly	  communicated,	  requiring	  the	  designer	  to	  draw	  
upon	  their	  creative,	  intellectual	  and	  visualisation	  skills	  (Evans,	  2011).	  	  
Design	  Tools	  	  
Many	  design	  tools	  already	  exist.	  Kumar	  (2012)	  outlines	  101	  different	  design	  methods	  (tools	  or	  
approaches)	  to	  innovate	  ranging	  from	  exploring	  concepts	  to	  reframing	  insights.	  These	  methods	  
presented	  by	  Kumar	  (2012)	  are	  suggested	  they	  be	  utilised	  in	  a	  design	  approach	  to	  innovation.	  Many	  of	  
these	  tools	  are	  presented	  visually,	  meaning	  they	  require	  the	  participant	  or	  user	  of	  the	  tool	  to	  fill	  out	  a	  
worksheet	  or	  draw	  relationships	  between	  items.	  	  
However,	  Liedtka	  (2011)	  refers	  to	  visualisation	  as	  the	  “mother	  of	  all	  design	  tools”	  as	  it	  is	  a	  core	  
element	  of	  her	  ten	  design	  thinking	  methods.	  Visualisation	  as	  a	  process	  replaces	  text	  and	  number	  with	  
images,	  maps	  and	  stories,	  allowing	  ideas	  to	  be	  understood	  to	  a	  wider	  audience.	  Liedtka	  (2011)	  explains	  
that	  visualisation	  is	  about	  imagining,	  as	  images	  provide	  understanding	  more	  quickly	  and	  effectively	  than	  
words	  alone.	  	  
Visualisation	  is	  also	  capable	  of	  communicating	  complex	  systems	  on	  a	  single	  page	  allowing	  multiple	  
perspectives	  to	  be	  shared	  and	  developed	  together,	  quickly	  making	  abstract	  ideas	  more	  tangible	  (Evans,	  
2011).	  Examples	  of	  visualisation	  in	  a	  design	  process	  include	  sketches,	  drawing,	  storyboards,	  charts	  and	  
montages	  to	  enable	  experiential	  engagement	  with	  future	  products	  and	  services	  (Evans,	  2011).	  	  
Liedtka	  (2011)	  presents	  ten	  tools	  for	  design	  thinking	  (Figure	  1),	  which	  are	  targeted	  at	  mangers	  and	  
used	  (frequently	  as	  textbooks	  in	  MBA	  programs	  globally),	  to	  find	  and	  pursue	  innovation	  and	  growth	  
within	  a	  business	  context.	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Figure	  1.	  Ten	  Design	  Tools	  (Liedtka,	  2011)	  
Liedtka	  (2011,	  p.	  18)	  states	  that	  “many	  managers	  have	  become	  so	  analysis	  focused	  that	  they	  have	  
forgotten	  that	  the	  best	  data	  is	  an	  uncertain	  environment	  and	  this	  comes	  from	  real	  world	  trials,	  not	  
extrapolation	  of	  history.	  So	  a	  tool	  like	  assumption	  testing,	  that	  structures	  this	  process,	  is	  essential”.	  	  This	  
builds	  upon	  earlier	  work	  from	  Sarasvathy	  (2001)	  who	  established	  effectuation	  –	  a	  way	  of	  thinking	  that	  
assists	  entrepreneurs	  in	  the	  processes	  of	  opportunity	  identification	  and	  new	  venture	  creation.	  
Effectuation	  includes	  a	  set	  of	  decision-­‐making	  principles	  in	  which	  Sarasvathy	  claims	  to	  be	  the	  ultimate	  
selection	  mechanism	  for	  successful	  innovation.	  Sarasvathy	  (2001)	  proclaims	  causation	  is	  the	  opposite	  of	  
effectuation.	  Where	  effectuation	  is	  used	  in	  situations	  of	  uncertainty,	  causal	  reasoning	  is	  used	  when	  the	  
future	  is	  predictable.	  Situations	  of	  uncertainty	  are	  described	  as	  when	  the	  future	  is	  unpredictable	  and	  
goals	  are	  not	  clearly	  known.	  
However	  even	  with	  the	  need	  for	  change	  understood	  De	  Lille,	  Abbingab	  and	  Kleinsmann	  (2012)	  
highlight	  that	  little	  is	  known	  of	  how	  design	  thinking	  is	  embedded	  into	  an	  organisation.	  Implying	  that	  
design	  thinking	  goes	  beyond	  applying	  tools	  and	  expands	  into	  building	  an	  organisation	  wide	  mindset.	  
Prototyping	  Business	  Strategy	  	  	  
Traditionally	  corporate	  strategy	  has	  been	  shaped	  by	  macro-­‐data,	  industry	  trend	  analysis,	  
competitive	  analysis	  and	  technology	  assessments	  carried	  out	  by	  specialists	  focused	  on	  quarter-­‐to-­‐
quarter	  sales	  (Guenther,	  2012).	  These	  results	  are	  then	  often	  separated	  out	  into	  the	  relevant	  different	  
departments	  that	  do	  not	  communicate	  to	  each	  other	  in	  regards	  to	  overall	  impact	  of	  the	  results	  
(Lojacono	  &	  Zaccai,	  2004).	  Consequently	  the	  voice	  of	  the	  customer	  is	  often	  drowned	  out	  by	  the	  voices	  
of	  various	  departments	  (Lojacono	  &	  Zaccai,	  2004).	  Most	  of	  the	  methods	  used	  in	  a	  design	  approach	  are	  
qualitative	  by	  nature,	  with	  their	  resulting	  outputs	  challenging	  traditional	  data	  reports	  and	  instead	  
presented	  as	  stories,	  personas	  or	  journey	  maps.	  	  
A	  typical	  design	  approach	  begins	  with	  understanding	  the	  user’s	  unexpressed	  needs	  and	  desires;	  
solutions	  are	  then	  prototyped	  and	  tested	  with	  the	  user	  through	  an	  iterative	  process.	  Brown	  (2009)	  
believes	  prototyping	  in	  a	  business	  context	  can	  be	  applied	  to	  share	  abstract	  ideas	  to	  a	  whole	  
organisation	  to	  give	  a	  better	  understanding	  and	  engagement.	  Brown	  (2009)	  continues	  to	  explain	  that	  a	  
successful	  prototype	  is	  not	  one	  that	  works	  flawlessly,	  but	  teaches	  the	  organisation	  something	  about	  
their	  objective,	  process	  or	  themselves.	  Prototyping	  should	  start	  early	  in	  the	  life	  of	  a	  project,	  and	  there	  
should	  be	  numerous	  attempts	  quickly	  executed,	  as	  each	  one	  is	  intended	  to	  develop	  an	  idea	  “just	  
enough”	  to	  allow	  the	  team	  to	  learn	  something	  and	  move	  on	  (Brown,	  2008).	  	  
The	  use	  of	  integrating	  design	  tools	  (methods	  and	  approaches)	  within	  business	  management	  has	  
been	  reported	  as	  a	  successful	  way	  to	  innovate.	  As	  the	  tools	  and	  methods	  are	  interchanged	  between	  
fields	  (design	  and	  business)	  the	  role	  of	  design	  is	  also	  constantly	  evolving.	  	  
Design	  processes	  and	  current	  literature	  would	  suggest	  that	  business	  model	  experimentation	  
through	  prototyping	  has	  the	  ability	  to	  broaden	  perspectives	  beyond	  that	  of	  current	  logic,	  and	  is	  a	  means	  
to	  discovering	  dormant	  opportunities.	  
	  Osterwalder	  and	  Pigneur’s	  (2010)	  Business	  Model	  Canvas	  is	  described	  as	  a	  strategic	  management	  
and	  entrepreneurial	  tool,	  allowing	  the	  user	  to	  describe,	  design,	  challenge,	  invent	  and	  pivot	  their	  
business	  model.	  The	  Business	  Model	  Canvas	  is	  a	  visual	  tool,	  which	  requires	  the	  user	  to	  fill	  out	  the	  nine	  
boxes,	  answering	  predefined	  questions	  in	  a	  predefined	  order.	  Through	  the	  use	  of	  such	  a	  tool	  many	  
different	  business	  model	  concepts	  can	  be	  created	  quickly,	  allowing	  various	  scenarios	  (viability	  and	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profitability)	  to	  be	  prototyped	  (tested)	  iteratively	  (Brunswicker,	  Wrigley,	  &	  Bucolo,	  2012).	  Business	  
model	  prototyping	  is	  explained	  as	  a	  process	  that	  facilitates	  iterative	  learning	  and	  exploration	  of	  new	  
business	  model	  options	  rather	  than	  the	  testing	  of	  predefined	  set	  of	  hypotheses	  in	  focus	  (Bucolo	  &	  
Wrigley,	  2012).	  Most	  business	  models	  are	  conceived	  within	  the	  boundaries	  of	  a	  particular	  set	  of	  
constraints.	  Through	  the	  use	  of	  such	  a	  tool,	  the	  core	  value	  proposition	  can	  be	  explored	  and	  alternative	  
value	  creation	  approaches	  discovered.	  Sinfield,	  Calder,	  McConnel	  and	  Colso	  (2012)	  explain	  that	  this	  can	  
be	  done	  quickly,	  inexpensively	  and	  to	  the	  extent	  possible,	  through	  “thought	  experiments”,	  enabling	  
alternative	  approaches	  to	  value	  creation,	  allowing	  for	  companies	  to	  find	  new	  opportunities	  for	  growth.	  
Design	  tools	  in	  a	  business	  context	  can	  allow	  for	  quick	  prototyping	  of	  alternative	  solutions	  –	  operational	  
to	  strategic.	  Zott	  and	  Amit	  (2010)	  highlight	  that	  managers	  need	  conceptual	  toolkits	  to	  design	  their	  
future	  business	  strategies,	  as	  well	  as	  analyse	  and	  improve	  current	  design	  processes	  to	  make	  them	  fit	  
future	  scenarios.	  	  
Design	  Innovation	  Catalyst	  
Norman	  (2010)	  states	  there	  is	  a	  huge	  gap	  between	  research	  and	  practice,	  to	  bridge	  the	  gap	  he	  
proposes	  a	  new	  role	  of	  a	  Transitional	  Developer.	  This	  role	  acts	  as	  the	  intermediary,	  translating	  research	  
findings	  into	  the	  language	  of	  practical	  development	  and	  business	  while	  also	  translating	  the	  needs	  of	  
business	  into	  issues	  that	  researchers	  can	  address	  (Norman,	  2010).	  Martin	  (2011,	  p.	  84)	  coined	  a	  team	  of	  
design-­‐thinking	  coaches—“innovation	  catalysts”—who	  could	  help	  managers	  work	  on	  initiatives	  
throughout	  the	  organisation.	  In	  line	  with	  this	  proposition,	  Wrigley	  and	  Bucolo	  (2012)	  introduce	  the	  role	  
of	  a	  ‘Design	  Innovation	  Catalyst’	  and	  outline	  the	  role	  as	  the	  translation	  and	  facilitation	  of	  design	  
observation,	  insights,	  meaning	  and	  strategy,	  into	  all	  facets	  of	  the	  organisation.	  From	  a	  position	  within	  
the	  company	  they	  are	  continuously	  challenging	  and	  disrupting	  innovation	  internally	  and	  externally	  with	  
the	  goal	  of	  transforming	  the	  business	  model	  of	  the	  firm	  to	  be	  more	  aligned	  to	  market	  demands	  and	  
future	  customer	  needs.	  	  
In	  recent	  case	  studies	  Catalysts	  have	  been	  embedded	  in	  companies,	  enabling	  engagement	  with	  
many	  different	  internal	  and	  external	  stakeholders	  (Wrigley,	  2013).	  This	  is	  a	  vital	  aspect	  of	  the	  role	  as	  
they	  are	  iteratively	  prototyping	  solutions	  against	  the	  central	  value	  proposition	  of	  the	  firm.	  Wrigley	  
(2013,	  p.	  5)	  states	  that	  a	  Design	  Innovation	  Catalyst,	  	  
	  
must	  have	  the	  ability	  to	  design	  around	  the	  organisational	  constraints	  and	  barriers	  while	  translating	  
the	  language	  impediment	  that	  designers	  encounter	  when	  conversing	  with	  businesses	  and	  their	  
needs.	  The	  visual	  language	  of	  design	  can	  assist	  in	  this	  communication	  as	  well	  as	  the	  delivery	  of	  
tangible	  outcomes	  and	  additionally	  be	  used	  as	  a	  tool	  to	  facilitate	  a	  conversation	  between	  the	  two	  
parties.	  This	  ‘facilitator’	  needs	  to	  speak	  both	  languages	  along	  with	  the	  ability	  to	  unpack	  design	  
expression	  whilst	  simultaneously	  working	  within	  the	  constraints	  of	  a	  business	  model.	  
	  
During	  a	  Design	  Innovation	  Catalyst	  journey	  they	  are	  continually	  moving	  through	  the	  Design	  
Innovation	  Catalyst	  Educational	  Framework	  (Wrigley,	  2013)	  (Figure	  2).	  The	  framework	  illustrates	  the	  
move	  between	  learning-­‐teaching	  and	  industry-­‐	  academia	  (Wrigley,	  2013).	  The	  transition	  between	  the	  
two	  axes	  allows	  the	  Catalyst	  to	  absorb	  knowledge	  and	  research	  within	  a	  university	  environment	  and	  
then	  disseminate	  and	  implement	  it	  into	  industry	  projects.	  This	  cycle	  loops	  back	  again	  as	  they	  then	  
convey	  industry	  experience	  back	  into	  academic	  research.	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Figure	  2.	  Design	  Innovation	  Catalyst	  Educational	  Framework	  (Wrigley,	  2013)	  
Research	  Design	  
This	  research	  was	  conducted	  with	  the	  cooperation	  of	  three	  Australian	  small	  to	  medium	  enterprises	  
(SMEs)	  and	  three	  multi-­‐national	  corporations	  (Table	  1)	  in	  order	  to	  understand	  how	  design	  tools,	  
approaches	  and	  methods	  contributed	  to	  the	  overall	  design	  innovation	  process.	  These	  firms	  varied	  from	  
product	  manufacturers	  to	  service	  and	  infrastructure	  providers.	  For	  each	  firm,	  the	  catalyst	  was	  
embedded	  over	  a	  twelve-­‐month	  period	  (CY2012-­‐13),	  following	  the	  educational	  framework	  seen	  in	  
Figure	  2	  (Wrigley,	  2013).	  The	  aim	  of	  the	  catalyst	  was	  to	  integrate	  design	  as	  a	  business	  capability	  through	  
the	  dissemination	  of	  the	  tools	  and	  skills	  of	  a	  design-­‐led	  approach	  to	  innovation.	  To	  achieve	  this	  each	  
firm	  applied	  these	  approaches	  to	  a	  project	  directly	  relevant	  to	  their	  business	  need.	  	  
Table	  1	  	   Participant	  Summary	  
No.	   Industry	  Sector	   Size	  
1	   Transportation	   Multi-­‐National	  
2	   Healthcare	   Multi-­‐National	  
3	   Infrastructure	   Multi-­‐National	  
4	   Manufacturing	   SME	  
5	   Manufacturing	   Micro	  -­‐	  SME	  
6	   Manufacturing	   SME	  
	  
A	  semi-­‐structured	  interview	  was	  conducted	  with	  each	  catalyst	  (six	  in	  total)	  at	  the	  end	  of	  their	  
engagement	  (embed	  projects)	  and	  lasted	  approximately	  an	  hour	  each.	  They	  were	  questioned	  in	  regards	  
to	  the	  design	  tools	  employed	  throughout	  the	  process	  of	  facilitating	  organisational	  change.	  Five	  main	  
questions	  were	  verbally	  asked	  of	  the	  participants	  and	  their	  responses	  digitally	  recorded.	  
1. What	  was	  your	  planned	  approach	  to	  innovation	  and	  did	  it	  go	  to	  plan?	  
2. How	  important	  did	  relationships	  become	  and	  how	  did	  you	  form	  them?	  
3. What	  design	  tools	  did	  you	  use?	  What	  do	  you	  feel	  what	  the	  most	  effective	  one	  and	  why?	  
4. Has	  your	  background	  as	  a	  designer	  helped	  in	  facilitating	  this	  process?	  	  
5. How	  did	  you	  visually	  demonstrate	  ideas	  and	  possibilities?	  Was	  this	  of	  value	  to	  the	  
organisation?	  
A	  thematic	  analysis	  protocol	  (Braun	  &	  Clarke,	  2006)	  was	  used	  to	  generate	  results	  and	  even	  though	  
each	  catalyst’s	  approach	  to	  innovation	  was	  different,	  conglomerate	  challenges	  and	  strategies	  to	  
overcome	  them	  were	  reported.	  A	  plethora	  of	  design	  tools	  were	  selected,	  created	  and	  employed	  by	  all	  
of	  the	  catalysts	  at	  various	  times	  throughout	  the	  twelve	  months	  and	  for	  different	  purposes.	  	  
From	  the	  interview	  transcripts	  three	  central	  themes	  emerged	  i)	  Facilitating	  Company	  Wide	  
Communication,	  ii)	  Permission	  to	  think	  Creatively,	  and	  iii)	  Facilitating	  Further	  Teaching	  and	  Learning.	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Facilitating	  Organisation	  Wide	  Communication	  	  
Across	  the	  six	  interviews	  all	  catalysts	  highlighted	  the	  use	  of	  design	  tools	  for	  communication.	  This	  
included	  communication	  of	  input	  and	  feedback	  loops	  alongside	  cataloguing	  and	  documenting	  the	  
innovation	  project.	  A	  participant	  said	  “the	  process	  of	  getting	  the	  information	  from	  everybody	  and	  using	  
it	  as	  a	  feedback	  tool	  was	  invaluable”.	  Another	  said	  that	  the	  use	  of	  visual	  tools	  allowed	  employees	  in	  the	  
company,	  “to	  have	  something	  that	  everyone	  can	  write	  on	  and	  actually	  contribute	  to”,	  they	  then	  “used	  
the	  results	  from	  the	  last	  presentation	  as	  the	  starting	  point	  of	  the	  next	  meeting”.	  A	  catalyst	  reported	  he	  
“developed	  a	  tool	  specifically	  for	  the	  purpose	  of	  communicating	  collective	  results	  from	  everyone’s	  work”.	  
This	  process	  was	  said	  to	  keep	  up	  the	  communication	  across	  employees	  in	  the	  company.	  This	  was	  seen	  
as	  a	  particularly	  valuable	  outcome	  in	  organisations	  where	  departmental	  silos	  separate	  employees	  from	  
one	  another,	  reporting	  that	  visual,	  physical	  tools	  brought	  them	  together	  to	  communicate	  where	  
previously	  they	  did	  not.	  
Another	  catalyst	  highlighted	  the	  need	  to	  constantly	  sketch,	  commenting,	  “always	  be	  in	  a	  room	  with	  
a	  whiteboard,	  as	  we	  would	  always	  end	  up	  sketching	  out	  ideas”.	  This	  was	  done	  to	  allow	  everyone	  to	  have	  
input	  and	  contribute	  to	  the	  conversation,	  as	  a	  catalyst	  commented,	  “building	  on	  ideas	  or	  how	  to	  solve	  a	  
problem	  using	  quick	  visual	  thinking	  tools	  created	  very	  different	  outcomes	  to	  previous	  sessions	  where	  
feedback	  was	  much	  more	  critical”.	  This	  was	  felt	  to	  be	  a	  very	  different	  approach	  compared	  to	  that	  of	  
meetings	  with	  pure	  content	  delivery	  –	  such	  as	  a	  one-­‐way	  conversation.	  	  
Another	  aspect	  of	  facilitating	  communication	  is	  recording	  and	  filing	  information	  in	  regards	  to	  a	  
projects	  progress.	  One	  catalyst	  stated,	  “the	  tools	  are	  also	  very	  good	  at	  cataloguing	  and	  documenting	  
points	  in	  time,	  if	  you	  merge	  the	  results	  together	  to	  reflect	  a	  project	  history	  it	  can	  be	  extremely	  useful”.	  
Another	  catalyst	  “would	  show	  the	  previous	  filled	  out	  design	  tools	  at	  the	  beginning	  of	  the	  workshop	  and	  
then	  the	  new	  one	  at	  the	  conclusion	  to	  communicate	  how	  the	  idea	  had	  changed”.	  One	  tool	  in	  particular	  
that	  was	  used	  often	  by	  all	  catalysts	  to	  document	  changes	  in	  customer	  understanding	  was	  the	  ‘Emotional	  
Touch	  Point	  Timeline’	  (Bucolo	  &	  Wrigley,	  2012)	  as	  it	  was	  capable	  of	  growing	  and	  developing	  with	  the	  
project.	  It	  was	  reported	  that	  everyone	  in	  the	  organisation	  could	  relate	  to	  the	  journey	  of	  the	  customer	  by	  
visually	  following	  the	  display	  of	  information	  as	  well	  as	  allowing	  employees	  to	  build	  upon	  the	  collective	  
understanding.	  This	  process	  of	  input	  and	  output	  of	  customer	  information	  was	  used	  to	  keep	  
communication	  and	  changes	  in	  customer	  segment	  knowledge	  updated	  throughout	  the	  company.	  	  
	  
Permission	  to	  Think	  Creatively	  	  
Catalysts	  found	  that	  the	  process	  of	  starting	  the	  conversation	  with	  employees	  was	  a	  challenge,	  
however,	  they	  commented	  that	  design	  tools	  were	  useful	  in	  establishing	  this	  new	  relationship.	  One	  tool	  
in	  particular	  ‘The	  Golden	  Circles’	  (Sinek,	  2009)	  was	  reported	  to	  assist	  in	  this	  introduction	  to	  gain	  a	  better	  
understanding	  of	  company	  values	  from	  an	  employee	  perspective.	  This	  empowered	  the	  employees,	  who	  
felt	  like	  they	  had	  no	  voice	  to	  change	  things	  and	  that	  permission	  was	  granted	  to	  put	  their	  ideas	  forward.	  
One	  catalyst	  used	  these	  results	  at	  the	  next	  workshop,	  with	  the	  aim	  to	  create	  a	  conversation	  on	  aligned	  
and	  misaligned	  company	  values	  and	  beliefs.	  	  	  
Another	  challenge	  faced	  by	  the	  catalysts	  was	  the	  complexity	  of	  the	  company	  transformation	  and	  
how	  it	  was	  holistically	  communicated.	  It	  became	  obvious	  that	  through	  the	  process	  of	  visualising	  this	  
complexity,	  ideas	  could	  then	  be	  circulated	  and	  then	  addressed.	  A	  catalyst	  commented,	  “I	  would	  sketch	  
things	  out	  visually	  to	  show	  the	  relationship	  between	  different	  aspect	  of	  the	  business”	  and	  “mapping	  out	  
complex	  things	  quickly	  to	  discuss	  the	  relationships	  between	  them	  was	  useful”.	  	  
However,	  the	  use	  of	  existing	  tools	  also	  provided	  some	  challenges,	  as	  expressed	  by	  a	  catalyst,	  “the	  
visual	  aspect	  is	  difficult	  as	  people	  still	  get	  caught	  up	  in	  filling	  in	  every	  box	  or	  they	  feel	  like	  they	  are	  still	  
quite	  analytical”.	  Catalysts	  used	  the	  tools	  to	  better	  facilitate	  the	  exchanging	  of	  ideas,	  explaining	  that	  “it	  
may	  not	  lead	  to	  any	  outcomes,	  but	  it	  will	  help	  us	  with	  the	  process	  to	  get	  there”.	  This	  allowed	  them	  to	  
think	  more	  creatively	  as	  they	  were	  working	  through	  numerous	  ideas	  quickly	  and	  informally.	  	  
Additionally	  some	  of	  the	  newly	  created	  tools	  by	  the	  catalysts	  were	  not	  intuitive	  to	  use,	  impacting	  on	  
dissemination	  misunderstandings.	  	  Some	  tools	  were	  also	  used	  to	  create	  a	  new	  tool	  specific	  to	  the	  
company’s	  needs,	  with	  one	  catalyst	  reporting	  they	  “merged	  three	  existing	  tools	  together	  to	  create	  one	  
that	  suited	  the	  direct	  needs	  for	  the	  business	  sector”.	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Facilitating	  Further	  Teaching	  and	  Learning	  	  
The	  use	  of	  tools	  to	  facilitate	  learning	  and	  teaching	  included	  the	  catalyst	  learning	  about	  the	  company,	  
as	  well	  as	  employees	  teaching	  others	  in	  the	  company	  how	  to	  use	  the	  tools.	  One	  catalyst	  stated	  “I	  used	  
the	  tools	  myself,	  just	  to	  understand	  the	  company	  better”.	  Another	  catalyst	  reported	  some	  employees	  
once	  having	  mastered	  a	  tool	  presented	  mini	  tutorials	  on	  its	  use	  to	  other	  employees,	  saying,	  “it	  was	  
good	  point	  of	  discussion	  between	  staff”.	  	  
Another	  catalyst	  was	  placed	  in	  a	  position	  to	  teach	  employees	  how	  to	  use	  tools,	  therefore	  changing	  
roles	  from	  a	  facilitator	  to	  a	  trainer:	  “In	  a	  two	  day	  training	  workshop,	  we	  asked	  employees	  to	  draw	  up	  a	  
business	  activity	  map	  of	  the	  company	  and	  I	  did	  a	  quick	  synthesis	  and	  drew	  a	  collective	  version	  up	  on	  the	  
back	  wall”.	  He	  then	  continued	  to	  explain	  that	  the	  process	  of	  teaching	  employees	  how	  to	  use	  design	  
tools,	  is	  best	  done	  through	  examples	  of	  their	  current	  projects	  needs	  and	  then	  requesting	  they	  then	  
explain	  the	  process	  to	  someone	  else	  in	  the	  organisation.	  	  
Implications	  	  
Organisational	  drivers	  to	  innovate	  are	  well	  documented,	  however,	  what	  is	  less	  known	  is	  the	  role	  of	  
designers	  (catalysts)	  in	  this	  change	  movement.	  Skills	  of	  designers,	  particularly	  visualisation,	  have	  been	  
highlighted	  throughout	  this	  paper.	  What	  is	  known	  is	  that	  tools	  are	  capable	  of	  facilitating	  a	  design	  
approach	  to	  innovation,	  however,	  tools	  alone	  do	  not	  hold	  all	  the	  answers.	  	  
The	  true	  value	  of	  visual	  tools	  was	  discovered	  through	  this	  research,	  not	  only	  are	  they	  able	  to	  provide	  
information	  regarding	  their	  designed	  purpose	  (e.g.	  Business	  Model	  Canvas)	  they	  can	  also	  provide	  a	  way	  
to	  communicate	  across	  business	  departments,	  to	  engage	  and	  ignite	  creative	  thinking	  with	  employees	  
and	  facilitate	  further	  teaching	  and	  learning	  throughout	  the	  business.	  It	  was	  also	  discovered	  that	  the	  role	  
of	  the	  facilitator	  (catalyst)	  is	  just	  as	  important	  if	  not	  more	  so	  than	  the	  tool	  itself.	  Facilitators	  must	  be	  
capable	  of	  bending	  the	  rules,	  changing	  the	  tool’s	  purpose	  and	  adapting	  it	  to	  the	  individual	  company’s	  
needs	  spontaneously.	  Although	  many	  tools	  are	  provided	  with	  instructions,	  in	  order	  to	  gain	  their	  full	  
value	  they	  still	  require	  the	  facilitation	  and	  mindset	  of	  a	  designer	  (De	  Lille,	  Abbingab	  and	  Kleinsmann,	  
2012).	  
With	  the	  increased	  introduction	  of	  digital	  tools	  many	  of	  the	  presented	  values	  and	  benefits	  reported	  
in	  this	  paper	  could	  potentially	  be	  lost.	  Such	  as	  results	  being	  siloed,	  departments	  being	  silenced	  and	  
creative	  thinking	  limited	  due	  to	  company	  wide	  engagement	  being	  facilitated	  though	  a	  software	  program	  
instead	  of	  a	  facilitator.	  It	  is	  the	  skills	  of	  a	  facilitator	  (drawing	  on	  the	  whiteboard,	  engaging	  company	  wide	  
conversations,	  encouraging	  employee	  input,	  visualisation	  of	  complex	  relationships	  and	  strategies)	  that	  
highlight	  the	  values	  to	  be	  gained	  through	  visual	  design	  tools.	  From	  this	  research	  key	  implications	  for	  
future	  catalysts	  and	  organisations	  have	  emerged	  (Table	  2).	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Table	  2	  Implication	  of	  Findings	  
	   Implications	  
	   Design	  Innovation	  Catalyst	  	   Organisation	  
Facilitating	  Organisation	  
Wide	  Communication	  
Constantly	  sketch-­‐visualise	  thoughts,	  
conversations	  and	  ideas	  
Use	  of	  tools	  by	  Catalyst	  first	  helped	  
facilitate	  dialogue	  
Visual	  language	  crosses	  departments	  
Visualising	  complex	  problems	  helps	  to	  
solve	  them	  
Way	  to	  document	  information	  on	  a	  
project	  that	  is	  informal	  
(conversation/idea)	  compared	  to	  
other	  ways	  of	  documenting	  formal	  
projects	  milestones	  
Breaking	  down	  departmental	  soils	  
Ideas	  can	  inspire	  other	  people’s	  ideas	  
Permission	  to	  Think	  
Creatively	  
Tools	  help	  break	  the	  ice	  and	  understand	  
the	  culture	  better	  
Visualising	  complex	  ideas	  to	  complex	  
problems	  
Be	  aware	  not	  to	  get	  caught	  up	  in	  ticking	  
every	  box	  when	  using	  tools	  
Premise	  the	  session	  with	  ‘this	  tool	  will	  not	  
give	  us	  a	  solution’	  
Help	  demonstrate	  the	  relationships	  
between	  complex	  parts	  of	  the	  
business	  
Still	  quite	  analytical	  so	  use	  the	  
Catalyst	  to	  facilitate	  and	  gauge	  what	  
is	  necessary	  (as	  it	  may	  just	  prompt	  a	  
discussion/conversation)	  
Facilitating	  Further	  Teaching	  
and	  Learning	  
Catalyst	  can	  use	  tools	  to	  gather	  
information	  and	  learn	  about	  the	  company	  
Tools	  can	  be	  a	  good	  starting	  points	  to	  an	  
unknown	  problem	  
Tools	  can	  be	  customised	  quickly	  to	  the	  
firm,	  sector	  needs	  
Facilitator	  role	  shift	  to	  trainer	  
Teaching	  the	  organisation	  to	  
understand	  itself	  better	  
Staff	  teaching	  other	  staff	  how	  to	  use	  
tools	  
Flattens	  hierarchy	  quickly	  to	  come	  up	  
with	  solutions	  
Can	  help	  give	  clear	  goals	  and	  an	  equal	  
understanding	  
Future	  Work	  	  
This	  research	  has	  discovered	  that	  visual	  design	  tools	  are	  most	  valuable	  to	  an	  organisation	  when	  
they	  extend	  beyond	  their	  perceived	  purpose.	  It	  was	  found	  that	  as	  the	  Design	  Innovation	  Catalysts	  
modified,	  expanded	  and	  deconstructed	  existing	  tools	  to	  suit	  the	  needs	  of	  the	  company,	  the	  ability	  to	  
innovate	  excelled.	  Future	  research	  aims	  to	  understand	  if	  the	  absence	  of	  a	  capable	  facilitator	  impacts	  
upon	  the	  perceived	  value	  of	  visual	  tools.	  It	  is	  the	  view	  of	  the	  authors	  that	  tools	  are	  too	  frequently	  
considered	  as	  a	  recipe	  to	  success,	  herein	  lies	  the	  risk	  of	  producing	  a	  generic	  process,	  wanting	  and	  
waiting	  for	  one	  correct	  answer.	  Therefore	  by	  employing	  a	  design	  facilitator	  tools	  become	  apart	  of	  the	  
greater	  design	  approach	  to	  innovation,	  starting	  the	  conversation,	  documenting	  the	  process,	  engaging	  
employees	  in	  creative	  thinking	  and	  allowing	  a	  continuous	  learning	  and	  teaching	  mindset,	  company	  
wide.	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